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CHAPTER I

I

•

INTRODUCTION
In labor relations today, the real oonflict between management and labor is the same as it has always
been.

Generally, the worker wants security

1

and manage-

ment wants an efficient, profitable enterprise.

Security

for the worker is confidence that he can satisty his social
as well as economic needs.

Efficient, profitable produc-

tion has traditionally meant machinery to the industrialist,
and he has centered his attention, perhaps, away from the
worker; to this source.
Whil~on

the face ot it, the two goals do not

seem to be diametrically opposed, because it is clear that
business profits provide the funds for expansion, permanent
employment and attendant security, nevertheless, the workerts
attitude toward the profit system, whether by machine or by
men, is that it is exploitative. 2

Often the worker has

been conditioned by personal experience that the economic
welfare of the company and his own are not identical.

Similar

ly, management has learned, sadly, that often what the worker
-------~---~-~-

1

Factors
POlIcy,

National Industrial Conference Board, Inc.,
Em,lolee Morale, Stud1es 1n Personnel
85, ew or, 19~1, 5-9.

Attect1~

No.

2 Partners in Product10n, a Report by the Labor
of the fWentYetfi century Fund, assisted by Osgood
Nichols, New York, 1949, 119. 1

Co~ttee

2

really wants and what he claims he wants are no~ the same; 3
•

too, the costs involved may not be compatible with the
economic welfare of the firm.
And so the conflict rages with powerful energies being dissipated.
If all these same efforts could be directed
along the lines of investigation pioneered by Mayo and
the Harvard Business School group at Western Electric's
Hawthorne Plant, 4 or oould be channelled to work in conJunction with the studIes currently undertaken by the Survey
Researoh Center at the University of Michigan, 5 let the
reader imagine the strides whioh could be' made toward the
oausal conditions of worker satisfaction, productivity, and
motivation.

Herein lies the key to permanent industrial

peaoe, some observers agree. 6

-.... ..-.. ..-......---

~

1946, 314.

3 Joseph Tiffin, Industrial Psycholoil, New York,

4 F. J. Roethlisberger, Management
Cambridge, 1941.

~

Morale,

5 Human Relations Program of the Survey Researoh
center, University of Miohigan, Ann Arbor, Similar studies
are being conduoted at many other sohools as well.

6 Daniel Katz, Morale and Motivation in Industrz,
Survey Research Center, universIty ot MioHigan, Inn Arbor,
1949; Morris S. VitelesL Motivation and Morale in Industry,
New York, 1953,;. Irving It.
weBcHler, ~ aM
Robert Tannenbaum, "Job Satisfaction, Produotivity and
Morales A Case Study", Occupational PSlcholo~, XXVII, London,
January,1952, 1-14.

r

~

\

3
Because it is a case study, this treatment will
•

not be exhaustive, but simply illustrative tor the most part.
This study concerns a tirm whose labor-management relations,
in the opinion ot this writer, could serve as a pattern tor
progress in the battle-wrought industrial relations tield.
The workers at this plant,

8S

the reader will learn, are

good producers and, it attendance, accident rate, punctuality
and turnover are any indication ot morale, certainly they are
happy.

Their wages are well above average for their in-

dustry, and their health, welfare and penSion program is
unexcelled.
Therefore, this study will endeavor to investigate employee benefits to the extent that they might help
create identification with the company, reduce turnover,
increase job satisfaction or even productivity.
In other words, with respect to the major conflict between worker and management, here is a case where
no perceptible conflict ex1sts.
The procedure for this part1cular treatment w111
involve I

(1) establishing the fact that the workers ot the

case company, which will be identit1ed tor the purposes ot
th1s paper as the W. Company, enjoy superior benef1ts,
which means a recitat10n ot the benefits and superior
treatment compared w1th benetits ot other similar industry,
(2) estab11sh1ng absenteeism, turnover and other 1nd1ces

4

of employee morale and compar1ng these rates w1th s1m1lar
•

outs1de data, and, f1nally, (3) an effort w1ll be made to
determ1ne whether or not the benef1ts
to

perta1~even

remotely,

morale and effic1ency as measured by the 1nd1cators

mentioned.

or

oourse, 1t should be understood trom the outset

that some of the terms used herein have a var1ety of mean1ngs 1n the literature and that emp1rically, at least,
students ot this field have fa1led to evaluate them completely.

This 1s understandable, because author1t1es have

never completely solved the problem ot det1ning the criter1a.
For example, most ot the object1ve ind1ces ot
morale, like absenteeism, turnover, etc., do not exactly
measure the concept.

-

But they appear to be related, even

though the nature ot the relationship 1s obscure.
One research group 7 defines morale as "the sum
of satisfactions wh1ch the 1ndividual exper1ences because
of his membership and 1nvolvement in an organis:ation".
Morale, by one wr1ter, 1s expressed as "regularity 01' attendace".

8

......................

Another def1n1tion is "an automatic totaliz1ng

----_..

7 Robert L. Kahn and Nancy C.• Morse .. "The Relation
ot Product1v1ty to Morale", SUrvey Research Center, Univers1ty ot Mich1gan, from Proceed1ngs of the Fourth Annual
Meet1ng, Industrial RelatIons Assocli'tIOn, 1951 •

.8

Acton Socity Trust, Size and Morale, London,

1953, as cited 1n Econom1st, 169'983 Decem6er 26, 1953.

5

by employees of a host of instincts and reasons into the
•

one overpowering idea that what they are doing deserves
and demands to be done well". 9 others do not bother to
define the term, or refer to it simply as esprit de

co~s.

Or, as an instance, let the reader endeavor to
evaluate productivity, measure its performance and compare,
if he will, performance with the standard.

Indeed, this

is no mean task. 10
But this work will not be concerned with that
problem.

It is mentioned to enlighten the reader, so that

(l) he may appreciate the basic problems involved for researchers in formulating a solution to the perennial conflict referred to above, and that (2) he may better understand the peculiar approach ot this limited treatise: presenting a factual case study of a real answer to the problem
and leaving the social-psychological research to those better
equipped to handle it.
In fact, the writer would suggest that this case
company might prove to be for an accomplished researcher
what a rare garden is to a fine botanist.

-.. -_.. - ............-...
9 Taken from class notes, Pract1ca1 Psychology,
Loyola Univeraity, Chicago, 1950 (Mr. !mft, Instructor).
10 Weschler, Kahane and Tannenbaum, ItJob Satisfaction, Product1v1ty and Morales A Case Study", occ.
Psyc. XlVII, 11.

-

CHAPTER II
BRIEF HISTORY OF THE EMPLOYEE BENEFITS
OF THE W. COMPANY" 1

•

The partlcular company to be studled ls a non-unlon,
metal fabrlcatlng plant located ln the Mldwest, havlng about
nine hundred employees.
In 1926, the founder of the W. Company, backed by
a Unlted States patent, a few loyal frlends and the trusted
asslstance of hls two younger brothers, left a top executlve
chalr in a company which he had helped expand to test a
radical, long-nurtured ldea.
Ingenulty was his vehicle when he developed a
system whlch revolutionlzed methods of packaglng and preservlng foods in glass; old-fashloned wlsdom and understanding were hls guides in formulating hls own brand of
employee relatlons.
Here was a man who helped usher the technologlcal
era lnto the food lndustry, but schemed to keep the shadows
of automatlon from frustratlng hls own workers.

He had,

hlmself, known the human warmth of a small shop relationship; he saw lts material, technical drawbacks, and also lts
soclal-psychologlcal advantages.

- .. --.. -.... ,..- .. ----1 Informatlon had ln personal interviews with the
Personnel Manager of the W. Co.
6

7

In his own shop, he closed the gap, which was
•

widening allover the country between management and the

.

worker, by instilling a sense of fellowship, of familiarity,
of belonging, between the "boss" and the participating
membeI's of the team.
In the year mentioned above, a small shop opened
its doors on "Ooose Island" in Chicago.

A tew local resi-

dents were hired who, inCidentally, tollowed the company to
its present site on the Northwest side ot the City, and are
still part of the organization.

Even in the beginning, the

pay was good and the newly hired introduced other members
of their families into the fast-growing concern.
This was the beginning of a company policy,

~.,

to hire, if qualified, relatives and close friends of employees.

As a personnel practice, this is still frowned

upon by a good man,. experts, 2 but at this company it has,
apparently, helped knit the team closer together.
Today the "small shop" has almost nine hundred
members but the same basiC philosophy governs the personnel
policies.
As is common, even today, in the tood industry,
seasonal fluctuatIons plagued the earl,. workers of the W.
Compan,..

As soon as the young firm was establIshed and out

-_ __ ...................
...

2 G. W. Wadsworth, "H1r:l.ng tor Better Labor
Relations," Personnel Journal, Swarthmore, 1939, XVIII, 55.

8

of tfthe red", it pressed its customers to permit pre•

required manufacture, and where no commitment was given,
the company built up a stock to alleviate the seasonal
unemployment of its

wo~kers.

No formal, fixed personnel policy was in effect ln
the beginning.·. But the philosophy was there and was
expressed in the perceptible attltude management had for the
employee.

From the first day, the workers had their free

lunch and free uniforms.

Many of the early benefits were

personal kindnesses which grew from the inception of the
company like the Christmas bonus, paid sldk leave .. wedding
and blrth glfts, pald jury tlme, severance pay and similar
benevolent gestures.
As the company grew, more liberalized time-oftwith-pay practices became standard, such as paid vacations,
paid holidays, paid rest periods and lunch perlods and premlum pay for tlme worked ln excess ot fort7 hours.

Because,

at thls partlcular tlme, unemployment was at lta peak,

a~ch

benefits were not the outgrowth of any pressure from any
source.
The first-aid facl1itles and medical program began
shortly after the company moved in 1932.

The formal healty

and welfare plans got their start for the plant workers in
1936, and this same year the vacation policy was revamped
to eliminate inequities.

In 1939 plans were afoot to

9
prov1de some sort of formal ret1rement program.

•

In 1940, lt became apparent that some of the young
male employess of ml1ltary age would be affected by the
Servlce

Draf~so

the military service benefits came into

being.
About the same time, a labor union contacted some of
the workers and succeeded in petltloning for an election. 3
The unlon, wlthout employer lnterference, suffered an overwhelming defeat.

Records indicate that the vote was eight

to one against the union; electlon results were uncontested.
The present pension plan was formally introduced in
1942.
Few major changes ln employee beneflts have occurred
slnce that tlme.

A good many revlslons have been effected to

equate the benefits of the plant worker and the office worker,
and many more are in the offlng, but, largely, the benefits
Which were lnitially lnstituted have stood endurlngly
through the years.
~----~--~~---~-

3 NLRB Case Number 13R1465, Automobile Workers of
Amerlca, 286 AFL.

CHAPTER III
•

EMPLOYEE BENEFITS .,OFFERED
BY THE W. COMPANY

In this chapter the writer will outline what he
cons1ders the unique, extensive employee benef1t program
enjoyed by all of the employees of the W. Company.

He proposes '

to make l1m1ted comparisons w1th pub11shed data of programs
in other plants in the industry.
The comparisons are limited ln the sense that,
unfortunately, lt ls extremely dlfficult to find beneflts
whlch are perfectly parallel.
No effort wlll be made to present a detailed cost
compar1son of these beneflts w1th other companies, desp1te the
fact that the literature largely relates to cost.

Apparently,

employee beneflts have been a subject of research only since
employers flrst learned that labor costs could no longer be
measured by hourly wage rates.

NeverthelesS, cost comparisons

have been mlsleadlng because of the w1de var1at1on in compositlon of the work force, hours worked, base rates, and lack
of a standard definitlon.
Benetlts for the purpose of th1s work will encompass
the broad area called "rewards for work" and wlll 1nclude both
f1nanclal, to a l1mited degree, and non-f1nanc1al compensat1on.
However, since the non-financial aspect 1s often referred to
10

11
frinse benefits, the writer proposes this
benefits I

practices which give

t~e

definitio~

of fringe

employees pay for time not

worked, i.e., payment for penSions, group insurance, recreation, cafeteria service,

!!£.

Today, the average fringe benefit payment among 594
manufacturing firms polled in this country was ascertained to
be 16.8 per cent of the payroll; expressed as dollars per year
per employee, it amounted to $667.00. 1 Similar fringe
benef1t payments for the W. Company constitute 28.2 per cent
of the payroll and amounted to $1,359.00 per year per
employee.

A brief glance at the bar chart (Figure 1) on page

12 will

indica~the

W. Company's standing among sixty-four

metal fabricating firms irrespective of size.

The average

fringe payment expressed as per cent of payroll for the metal
fabricating industry ot a like size and in the same region as

W. Company 1s 14.2 per cent. 2
Brietly, W. Company benefits include the pension
plan, the Christmas bonus, group hospitalization, lite
insurance, disability pay and sick leave, vacations and
1

Chamber of Commerce of the U. S.,

2

Ibid.

1953, Economic Research Department, Washington,

Fri~e

Benefits,

D.~, 195~,

11.

1

.

t

t · , · -- 1
'
~,
i j r i I I t
Til 1 i
-=---:--~~r~-:-:--~ ~-:-l--:-~

I ' "

l

I

;

.-

,

II~ .

I

.,

+.

I.

~

+

1-,.

-+

t

+.

t

t

•

~

:

r

t

•

Ii,

T

J-

t ;

,+

j ;

i '

1

~"~-+-'-'~'+--

--!-

L -~

-~*--,

_L_~:~l~+

1._
L

1

•

I

+ .-+

-·;,ttl; ,.
,

1

..._,

---;-

I

,

•

1
r"f f~-~-f=t1-; t; r~ ~ r

t L~

l'

-"la~

:"':.2...'

,!

>-

t

,

••

.

-""'-~-+~++-f-~--+-+--4++-+-+-I~-t..J.-+-~-4-+-!---<-+-1 "~ I

I

t

1 Tt'
I

t

'r
----1 -.

tr

i

,+ '
~-+1

I+-+=r~

,"-;-''!a+---''-''!'n!n:mJi!&it':tDn

t--+~"","'_P1~~,
I

I

I

I
+-

I

I

I

,

<

~

•

I

1

I

I

i I

,

i

i

i

i

i

i

, , t
t

!
<--,

i

:

1

i

i

i f

13
holldays, otrlce meal and plant cateterla, weddlng and blrth

..

gltts, employee actlvltles, legal servlce and Income tax
asslstance, credlt unlon ald, house organ, counsellng,
ml1ltary servlce gltts, medical servlce, work clothes and
safety equlpment.
In keeplng wlth the broad deflnltlon of benetlts,
flnancial rewards, Includlng wages, will be scantl1y touched
upon in addltlon to the frlnge beneflts mentIoned whlch wl1l

and mlscellaneous.

be speclfied for ready reference in grouplngs termed tlme-otf~-E!l'

health and securlty

~enetits

Wages !!!! Premlum Pay
To begln with, wage surveys conducted by the W.
Company Indlcate that thelr stralght tlme hourly pay rates are
as hlgh as any manufacturlng plant In the region (Illinols,
Indlana, MIChigan, Wisconsin and Iowa), and hlgher than any
plant In the adjacent area. 3 To substantlate thls statement

a wage survey of the Chicago area last year 4 showed that the
average general stenographer works 39.0 hours for $58.50.

At

the W. Company, a stenographer's starting salary Is $65.00
for a sImilar work perIod.

..............

--....--.. .....
--

This same survey indicated, for

~

3 WIll1am P. WhIte, Jr., "Personnel Management tt, an
unpublished paper submltted In the Graduate BusIness School of
the Unlversity or Chlcago, March 1950, 6.
i4~4

4 WIll1am J. Casey, J. K. Lasser, and Walter Lord,
Pay Almanac, Buslness Reports, Inc., Roslyn, N.Y., 1954,

14
example, that the average hourly pay rate tor a sh1pp1ng and
rece1v1ng clerk was $1.77.

The W. Company pays th1ssame

category over $2.00 per hour,
It should be added w1th respect to wages at th1s
company that the range between start1ng and top wages tor a
part1cular Job 1s very w1de to allow for mer1t 1ncreases. 5
W1th regard to sh1ft d1fferent1als and prem1um pay,
th1s f1rm pays a 10 per cent bonus for the sh1ft work1ng

3 P. M. to 11 P. M. and the sh1ft operat1ng from 11 P. M. to

7 A. M. gets a 20 per cent bonus. The bonus rate 1s based on
the stra1ght t1me hourly rate, but any overt1me would 1nclude
the prem1um pay.

The overt1me rate 1s time and one-half over

forty hours.
Bonus
Regardless of tenure of serv1ce, each worker on the
payroll at Chr1stmas rece1ves a bonus rang1ng trom ten dollars
up to 15 per cent of h1s annual base pay_

Annual base pay 1s

computed from the highest hourly rate the employee rece1ved
during the year.

The bonus amount increases at the rate of

1 per cent per year trom a base ot 5 per cent on the worker's
third Christmas w1th the company up to 15 per cent after
thirteen years •

.... -.. -- ..... - ...

--_... 5 Wh1te" "Personnel Management", 10.

15
The bonus is a gift, freely given, and is in no way
•

related to the annual profits of the organ1zation. 6 In fact,
the stockholders of the company have sacrificed dividends in
the past while the Chr1stmas bonus has continued for the
In a way, nevertheless, it might be regarded as a

employees.

kind of profit-shar1ng, because it 1s tied to effic1ency and
low-cost operat1on 1ndirectly.

Indeed, however, it 1s much

more liberal than most profit-sharing programs which, for the
mos t part, are bound to a profit formula. 7
The military leave bonus is accorded any employee
oalled to active service in the armed forces of the United
states.

Ten dollars 1s paid any employee who has been with

the company less than one month; $25.00 for less than s1x
month~

servicej full month's pay tor less than one year; and,

1t the worker has been 'with the company a year or more, he
receives three months' pay.

In add1t1on, each Christmas he

receives from the tirm a $25.00 check and for the duration of
h1s tour ot duty maintains, ot course, his sen10rity with
respect to company benetits. Finally, as a small gesture, the

.............

..,~-----~

..-

6 Hayles v. Coca-Cola Bottling Works (U.S.D.C ... E.
Tenn., 19491 8 WH Cases 507i Walling v. Frank Adams Electric
Company (1947) 163 Fed. (2d/ 277; Mitohe1l v. Black H1lls
Mercantile Company (1954) 123F Supp 833.
7

Casey, Lasser, and Lord 1954 Almanac, 1954, 3.

16
company pays for a subscription to one of the

local~ewspapers

to be delivered to the employee wqerever he may be stationed.
He receives this in addition to the weekly,house organ.
A gesture of reward for service is presented by the

President of the company in the form of a

f1ne~

gold, Jeweled

Ham1lton wr1stwatch for ten years, and a rather large diamond
r1ng for twenty-five years serv1ce.
Of four hundred and forty-four manufactur1ng f1rms
surveyed recently by the Nat10nal Industrial Conference
Board, 8 it is interest1ng to observe that only 33 per cent
present year-end bonuses; 30 per cent give a military leave
bonus and 1 per cent have a longevity reward.

Some of the

year-end bonuses recorded 1n the survey: 9 the company presented to the worker $5.00 for six months, and $15.00 after
twenty years' serv1ce; some paid one week's pay for six months
and two weeks' pay for one year or more; and one firm pa1d
four weeks' pay for three months or more.
Time-Q!!-With-Par
W1th respect to t1me-off-with-pay practices, it is
noteworthy to observe that Government boards and agenCies
established during the last World War have been singularly
respons1ble tor 1n1tiat1ng the concerted trend 1n 1ndustry
-----~~~-~-----

8 Nat10nal Industrial Conference Board, Inc.,
Frinse Benefit Packages, New York, 1954.

9 Ibid., 33.

17
for paid holidays and the liberalized vacation practices which
are now considered standard for the hourly worker. to Surveys
show that in 1940 only 9.6 per cent of the companies polled
granted paid holidays to hourly workers, but a 1946 check by
the same agency indicated 41.7 per cent of these firms were
granting paid holidays to their factory workers. 11
However, by contrast, lat the reader note that the
W. Company instituted its liberal employee benefits relating

to t1me-off-w1th-pay as early as 1928 when it was just start1ng out.
Even as recently as 1953, surveys 1ndicate that
salar1ed employees in 65.4 per cent ot the compan1es and
hourly workers 1n more than 40 per cent of the compan1es polle
got ne1ther an extra day nor pay for ho11days which fell on
Saturday. 12

SiX paid holidays at the W. Company are New Year's
Day, Decora t10n

Day,

July Fourth, Labor Day, Thanksg1 v1ng Day,

and Chr1stmas, and the plant 1s closed on these days.

If the

date talls on a Saturday or SundaY, the prev10us Friday or
following Monday is observed with eight hours of regular pay
prov1ded all employees •

.............. - ........_......
10 Nat10nal Industrial Conference Board, Inc •• T1me
with Pal, Study in Personnel Policy No. 130, New York,---1'9'5'3, 2.

orr

11

Ibid •• 4.

12

Ibid., 5.

18
In the plant, to be e11gible tor th1s pay, the
•

employee must have worked at least one day dur1ng the week 1n
which the ho11day occurs.

Ot course, any worker absent on

leg1t1mate vacation or disabillty lnjury is exempt trom this
regulatlon.

Slnce the average hourly holiday work-week is

thirty-two hours, all hours worked in excess ot thirt7-two
are pald overtlme rates.
The duratlon ot an employee's pald vacat10n 1s based
on length ot service at the W. Company.

Commenclng wlth the

date ot hire, it ls earned at the rate ot three and one-third
hours per month.

But atter twenty-tour months of continuous

service, earned vacation is accumulated at the rate ot six and
two-thirds hours per month.

The marked difference between thi

program and the usual "one year, one weekj three years, two
weeks" 13 arrangement ls slmply that th1s is much more equitable.

Under the latter arrangement, an employee who had

worked 364 days could concelvably recelve nothing, while
another worker who happened to be employed one day longer woul
receive a full week's vacation pay.

Thus the W. Oompany's

vacation polley not only corrects an inequity but provides a
new emplo,ee with a sense of belonging, even though he may
have been with the tirm only a short time.
13 Personnel Admlnistration Service, Dartnell Corp.
Vacation pOlici and Practices, Chicago l 1954, as cited in
Mihigement Rev ew , AUg. 1954.

19
Earned vacation time is paid an employee at the
•

time ot separation, should a worker be separated, unless the
worker has tenure wlth the company of less than six months.
ThIs regulation is designed to protect the company against
the flood ot young high school girls who work tor a tew months
in the summer.

These people are hired on a temporary basis

and understand the provision.
To be sure, the company has fixed policies, but its
interpretatIons are not rigid.

For example, recently a group

ot workers desired their vacations together in February.

A

few of these people would not have earned their full vacation
until November and December of the same year, yet these
employees were trusted with the full payment and were extended
their vacation period.
In addition to earned vacation pay, the separatIon
pay plan provides one week's pay tor less than

~ne

year ot

serv1ce with the W. Company and two weeks' pay for two years
or more.
To all members who are called for jury duty, the
W. Company pays whatever they would have earned 1n a normal
work-week.

For hourly employees, th1s includes the shift

bonus.
All rest periods, lunch per10ds and wash tIme are
paid.

Rest periods are given 1n proportion to the fatigue

factor on the job, and tor individuals they range from one-

20

half hour to two hours a day.

For example, in the Production

Department rest periods are of twenty minutes duration and are
as frequent as every two and one-half hours for the women
operators, who incidentally, rotate into four different jobs
in

the two and one-half hour period.
Finally, with respect to time-off-with-pay benefits,

salaried employees are permitted time otf for death or illness
in the family, marriage, medical appointments, and other
important personal reasons.

It should be added that, at this

ttme, management is making an effort to permit these same
features tor the plant hourly workers.
For time-oft-with-pay practices at a glance, a
chart has been prepared showing the practices ot eighteen
metal fabricating companies.

It simply indicates what per-

centage ot the total companies surveyed practice the benefits,
regardless ot degree.

The chart is shown in Figure 2.

Health and Security Benetits
The W. Company Trust Agreement is the formal
document which protects the employees with five years of
service and guides the trustees in administering the pension
plan.

It provides, aside trom and in addition to Federal Old

Age Benefits, and state benefits, (1) a life-time income for
all regular members who remain with the company to retirement

,
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age, 14 (2) benefits to dependents of participants who die before
or after reaching retirement, and (3) cash benefits or· deferred
life income in a reduced amount tor participants whose service
with the company terminates betore retirement.
This is not a group plan.

The annuities through which

retirement income is provided are in the form of individual
policies.
No contribution is made by the worker; the total cost
is paid by the company, and, because of the employee's vested
rights in the agreement, he is not tied to the company.
After the partic1pant has been in the plan for a period

ot five years, he begins to accumulate a specific percentage of
the cash surrender value of the annuities purchased for him at thE
rate of ten per cent a year.

(However, it an employee is fifty-

tive years ot age, or over, when he enters the plan, he beg1ns
vest1ng immediately at the rate of ten per cent yearly.)

This

means that any member of the plan who has been a partic1pant for
tifteen years can, if he wishes to leave the company, take the
entire (100 per cent) cash value of all his policies with him.
The amount ot retirement income, of course, is based
on the income ot the part1c1pant, but

any~ecrease

in compensatior

will not affect benetits established upon the basis ot h1gher
compensation.
- ..... .., ......... _-- ..... - ......

14 Ret1rement at age 65 1s not compulsory. All 1nformation regard1ng plan taken trom privately published W. Company
brochure, "Your Pension Plan", 1953.
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The W. Company has paid well over two million
•

dollars into the plan and carries about five million dollars
worth of insurance coverage for the participants.
Insurance coverage tor an individual in the plan is
approximately 100 times the monthly retirement income.

For

example, it a worker's average yearly compensation is
$6,500.00, his monthly retirement income, not including Social
Security, would be about $150.00 and the death benefits would
be then $15,000.00.

For those workers who are unable to pass

insurance physical examinations, the company purchases retirement annuities so that no member of the plan has to worry
about death benetits for his survivors.
It is interesting to observe that ninety-eight out
of every one hundred partiCipants have passed the insurance
physical and enjoy full insurance coverage.
According to a national survey conducted by the
National Industrial Conterence Board 15 last year ot 444 tirms
only 64 per cent had any semblance of a pension program.
Another survey by the Chamber ot Commerce 16 reports that, of
Sixty-tour metal fabricating plants polled, twenty-one had
no pension plan.

-

........... ....... _- ....

15

Even more appalling is the fact that in

-N.I.C.B. Fripge Benetit Packages, 1954, 36.

16 Chamber of Comm. of U.S., Fripge Benefits,
1953, 12.
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Chicago, which ranks third

in

the national labor market and,
•

by area, second highest in the Midwest tor level of workers'
pay, less than half of the plant workers are covered by
pension programs. 17 The writer suggests that pOSSibly, this
fact is due to labor mobility in Chicago.
Another group which surveyed tour hundred collective
bargaining agreements 18 learned that compulsory retirement
age sixty-five was a part of over 33 per cent of the contracts
and that a

m1n~

monthly retirement income ot $100.00,

including Soc1al Security, was most common - 45 per cent ot
the agreements specified that amount.

However, they indicated

that there was a growing number which would provide maximum
benef1ts ot between $120.00 and $185.00 per month.
A few contrasting tacts, too, are descr1bed in a
recent pens10n survey done by Iron

~

last Fall.

In most

plans surveyed "a tifteen-year waiting period was standard tor
the employee to become eligible, though this might range trom
a low one year in one case to twenty-five years ot service".
Most used fta Social Security otfset basis tor payment", and
"were set up under trustees (rather than group annunity
contracts or 1ndividual po11c1es)u. 19
17 Casey, Lasser and Lord, 1954 Pay Almanac, 24.
18 Bureau of National Aftairs, Inc., Labor Policy
Washington, May 21, 1953, ~.

~_P_r_a_c_t_1_ce_,

"Pensions - A Survey" II I-ron Age,

r
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Next on the health and security benefits program
are
•
the 1nsurance features. Protecti9n against loss of life and
t1me, and coverage tor dependents is provided by the W. Company
through lite insurance, accident and sickness, hospitalization,
surgical, maternity, medical coverage and polio insurance.
This protection provides tori
(1)

Accident and sickness weekly benefits
in the amount or 70 per cent of gross
wages up to fifty-two weeks.

(2)

Hosp1ta1 daily benefits, (board, nursing,
x-ray, laboratory, inc1dentals, ~.),
1nc1ud1ng maternity, $9.00 tor thirtyone days.

(3)

Out-patient therapeutic service and ambulance benefits, including maternity,
$100.00.

(4)

Surgical benefits, including maternity,
$200.00.

(5)

Daily doctor visits, $3.00 tor thirtyone days.

(6)

X-Ray and laboratory out-patient expense
benefits, $25.00.

(7) Polio expense benefit 1s the aggregate
of all benefits plus $5,000.00.

r
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(8)

Life insurance, ranging from $1,000.00
•

to $10,000.00, depending on wage bracket.
This policy, of course, is in addition to
insurance coverage under the pension plan.
Acoident and sickness weekly benefits are payable
under the Group Disability Policy, beginning with the first
day of disability, if due to accidental bodily injury, and
beginning with the eighth day, if due to sickness.

Of course,

the benefits accrue irrespective of whether the illness or
disability is occupational or non-occupational.
Such benefits are payable for not more than the
number of weeks during anyone period as indicated in the
following tables
TABLE I
SCHEDULE OF ACCIDENT AND SICKNESS

WEEKLY BENEFITS

Employment Period

Maximwn Number
of Weeks

Less than 30 days.

o

30 days but less than 1 year

3

1 year but less than 3 years

9

3 years but less than 5 years

18

5 years but less than 10 years

26

10 years and over

52

-~-----~-----
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The above accident and disability

prog~

is not

in lieu of Workmen's Compensation, but since the legal
obligation under that Act is considered grossly inadequate,
the W. Company pays 75 per oent of the worker's regular pay
immediately upon disability and will provide the differenoe
between what the worker reoeives from the state and his
regular pay for the duration of the disability.
What is more, it the employee has ten or more years
servioe, the oompany pays the regular forty-hour rate, proViding the absenoe is two weeks or longer.

This liberal

teature not only applies tor illness and disability, but is
applicable in other extenuating ciroumstanoes as well,

~.,

where the employee would be kept from work tor a reason
beyond his control and the duration tor whioh such an employee
will reoeive his pay check is determined by
personnel

an

advisory

co~ttee.

The program outlined above compares quite favorably
with the best, most liberal, plans published. 20 While 83
per cent ot all manufacturing plans surveyed by the

-..

-~--

....-..-......-..

~lOyee

•• X.,

~~8.tional

20 Research Council tor Economic Security,
Benefit Plans, Publication No. 88, Chioago, 1950, 4;
Inc., Labor POliCl Practices, 4.

;
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Industr1al Conference Board 21 last year had some sort ot
•

hosp1tal1zat10n tor the1r workers. most plans did not 1nclude
dependents. only 44 per cent had med1cal coverage, and 12 per
cent had some kind ot po110 coverage.

----

-

Services
Miscellaneous
Benefits
........-......;.- and ...............
--;;;.;.;;;;;;;;.;;;..;;...;.;;;;.
Somewhat al11ed to the health and secur1ty benet1ts.

..;;;;..;.;

and not the least among the many serv1ces ottered the W.
Company employees, 1s the med1cal and health serv1ce whlch
provldes a reglstered nurse ln a tully equlpped F1rst Ald Room
twenty-tour hours a day, along w1 th the servlces of an
durlng apPointed hours.

f·j.D.

In addition to the curative aspect

of the health program. the company otters a preventative
feature to all, which beg1ns wlth a complete phys1cal

e~

ination and 1ncludes periodic medical examinatlons, chest
X-Rays and visual teats.

Immun1zation shots tor disease, cold

and other allerg1es are offered tree ot charge on a voluntary
basis.
For personnel at the executlve level, an annual
med1cal

e~natlon

1s pertormed at the local hospltal and

-

lnclUdes electrocardlogr.am, X-Ray, blood tests, etc.
As another servlce to thelr employees, the W.
Company provides legal counsel to all tree of charge, but
reserves the right to refuse to allow company attorneys to

.... _-_ ....... -... _........
21

N.I.C.B., Inc., Friese Benetit packages, 33.

•
29
appear in court in behalt ot any worker unless it is felt
•
that the worker is being vict1m1zed.

Further, the company provides, in the early part ot
each year, a Certified Public Accountant, who will assist any
employee with his Income Tax Return.

The service is avail-

able on all three work shifts.
A very important fringe benetit provided is the
employee activities program.

The company sponsors annual

dances, banquets and dinners, picnics, and golf outings at
the tinest hotels, country clubs and prIvate beaches.

It

promotes athletIc and recreational programs which are completely company supported.

And it encourages its personnel

to organize recreationally by contributing to the funds tor
private soclal and athletlc endeavors of the workers.
Probably one ot the more valuable benetlts is the
office dining room and plant lunchroom.

The W. Company

malntains a cafeterla for the plant workers and provldes free
cotfee, soup and lce cream, as well as iced tea
In the summer.

an~

lemonade

Also 1n the plant lunchroom, there are

fac1lit1es tor purchasing sandwiches and other desserts.

The

office dining room provides, at noon, a complete hot meal
with table serv1ce at no charge.
The company newspaper and the counsel1ng service
offered

by

the personnel department provide the tormal avenues

of communication between top management and the employee.

i

36

The credit union is usually not considereo a fringe
benefit because it is normally a Qompletely employee-sponsored
feature.

The W. Company, however, supplies all the funds for

the personnel, forms and other things necessary to operate
successfully.

Board meetings are held on company time, loans

are repayable through payroll deductions, and the firm has
been known to extend loans without interest to the credit
union.

Such benefits permit an interest rate currently of 5

per cent to all shareholders.

Normal rates of other unions

average about 3 per cent. 22
In addition to these benefits, the company issues
free work clothes and safety equipment, gives cash rewards
for suggestions, and allows discounts on purchases made
through the firm name.
A minor benefit which is enjoyed by the employees
if the company gift for weddings,

births,~.

All women

retiring for maternity receive a complete layette from the
President and new fathers are presented with a cash gift.
Cash is also given to all members of the company being
married.

In the event of illness or death in the immediate

family of an employee, flowers are sent.
22 Personal interview with secretary of the Illinois
Credit Union League, Chicago.

•
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Finally, the W. Company sponsors a community
•

service because it teels a responsibility to the people in
the area.

This civic-minded activity takes the form of a

local youth betterment program.

In 1951, the firm set about

to organize a Little League movement in the neighborhood 23
and has purchased all equipment and oomp1ete uniforms for
twenty full teams.

Besides offering the service ot many of

its own personnel as coaches, managers and umpires, the
company Personnel Manager personally direots the activities
of this group of more than three hundred youngsters in the
community.
23 The Little League is a national movement to
reduce delinquenoy and oonfines its activities to teaching
and scheduling hard-ball games for boys aged 9-12 years.
The area sponsored by the W. Company comprises two districts
of about 15,000 population each.
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CHAPTER IV
•
EMPLOYEE MORALE

This chapter will concern itself with establishing
the nature of morale and outlining some of its known objective indices.

After it has established morale as measured by

these indices, it will endeavor to present the rates of
absentee1am, turnover, and acoidents, among other things, to
aid 1n determining the workers' level of morale at the subject
company.
sentiments and attitudes of the worker on the job
can, and do, affect output. 1

Morale tor this study can be

"an attitude of satisfaction with the desire to continue in
and the Willingness to strive for the goals of a particular
organization". 2 So, in the manner of a syllogism, it oan
be said that the "morale ot a worker in a produotion plant
has a direct effect on output lf • 3

..

."

....................... ..

1 F. J. Roeth1isberger, Manafement and Morale,
Cambridge, 1941; Robert P. Bullock, Soc &1 FaclOrs Related to
Job Satisfaction, Bureau of Business Researoh, 0610 state -trnrverslty, COlumbus, 1952, 55; B. F. Nagle, "Productivity,
Employment Att1tude and Supervisor Sensitivity, Personnel
Psychologl, Baltimore, VII, Summer, 195~, 232.
2 L. S. Hearnshaw, "Attitude to Work", Occ. Psyc.,
July, 1954, citing Smith and Weston, "Studies of Morale
Methodology and Criteria", USAAF Human Resources Center, 1951.
zation

3 Lawrenoe L. Bethel, et al., Industrial OrganiManasemant, New York, 'I9'4'S":: 515.

~
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Observers, however, disagree as to whether or not
morale can be measured; most claim it can. but concur that
they do not yet know an exact method for measuring 1t directly
As a substitute technique, questionna1res and
attitude surveys have been employed extens1vely.

Unless such

audits are conducted as an independent poll by an outs1de
consult1ng f1rm and unless responses are anonymous, their
worth 1s questioned.

Even at best, the seales are usually

validated by "Judges" who make conjecture in the final
analysis.
As far as this work 1s concerned, an extensive
survey was not used, princ1pally, because time d1d not permit
the construction, pre-testing, and administrat10n ot a
reliable quest10nnaire, and, because it was felt that a
sketchy effort would be worse than none.

However, a small

sample ot torty workers was interv1ewed to test one component
of morale, wh1ch will be discussed later in the chapter.
Attendance
An estimate of morale can be had by measuring the
objective ind1cators of satisf1ed workers, 4 and attendance

- ...... -......... - ..........
"The Relation of' Productivity to
Morale",
• Ind. Rel. Res. Assoc •• 72;
weschler •.:x~~fJ~~~~~~~~'~'~~O~~b-sat1sractIon, ProductiV1ty and
, 1.
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is the most commonly used 1ndex. 5

•

Absenteeism is generally defined simply as the
failure to report on the job when scheduled to work.

Basic-

ally, absenteeism is sub-divided into unavoidable and avoidable.

It is 1nteresting to note that unavoidable absenteeism

accounts for about one-half of the total. 6 This means, of
course, that 50 per cent is avoidable, which is reterred to
otten in the literature as unexcused.

Normally, the absen-

tee rate is computed by dividing the number of daily absentees during a period by the average number of employees times
the number of work days in that period.

Since the rate is

expressed usually in per cent, this f1gure is multiplied by
100.

Absentee1sm is a factor related to morale and is
read1ly measured and commonly available in most plants.
Several studies have established the relationship. 7 These

--_ ................ _......5 Keeve Brodman, "Absenteeism, Efficiency and
Emotional Maladjustment", Industrial Medicine, Chicago, XIV,
Jan. 1945 .. 1.

6 Willard Kerr, George Koppelmeier and James J.
Sullivan, "Absenteeism, Turnover and Morale in Metals
Fabrication Factory", ~. Psye., London, XXV, Jan. 1951, 52.

7 Ibid., 53; w. H. Kusnick, "The Role of Psychology
in Absenteeism", Proe. of the Seventh Annual Meet1yt of the
Industrial ~iene pounaatlOn or America, Nov. 10- ,-r9~
152-157; BrO man, "Absen£eeism, Erficiency and Emotional
ME ladJustment If, Ind. Med • XIV, 1-5.

--
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studies have established that absenteeism in its re1ation to
job satisfaction cannot be treatea as a unitary value, however.

The same absenteeism behavior has different meanings

when performed by different ages, sexes, physical oonditions
and avocational interests.

But, generally, a high rate of

unexcused absenteeism 1s related to low job satisfaction.
One investigation 8 learned recently that the absentee rate
in a continuous process plant increases with each shift,

!.~.,

if the day shift was 2.5 per cent, the afternoon shift would
be 3.0 per cent and the midnight shift 3.5 per cent.
Another study 9 found supervision, work associates
and job satisfaction were directly related to absences.

These

same factors have been related to morale in different investigations already referred to above.
According to the Merchants and Manufacturers survey,
referred to earlier, the metal fabricating industry for the
test period showed an absentee rate of 2.7 per cent for the
male hourly worker and 3.1 per cent for the female hourly
worker.

-_ ..

-.

.......... - .............. ..

8 Merchants and ManUfacturers Assoc., "Absenteeism
Survey Analysis", Los Angeles, Sept., 1954, 2.
,

9 Floyd Mann and H. Baumgartel, Absences and
Attitudes !a an Electric Power c~mpani' surv-;Y
esearch eenter, U. o~ch., Ariri Xrbor, Dec. 952.

~lOlee
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For a 11ke per1od, the W. Company had a rate of
0.047 per cent.

It should be added that the W. Company

employs an average of elght women hourly employees to two men.
Further evidence of the case company's phenomenally low rate
Is the fact that, during the late war years of 1944 and 1945,

w.

Company's absentee rate was under 2 per cent.

Turnover
Another obJeotlve Index ot morale established in
1ndustrial f1eld tests and studies 1s turnover. 10
Turnover "refers to the gross movement of workers In
and out of employment status w1th respect to indiv1dwA1
firms. tf 11 The "lns" are termed aocessions and the flouts"
separatlons.

Separatlons are d1vlded into

~its

(voluntary)

and disoharges, lay-otts and mlsoe11aneous (1nvoluntary).

The

voluntary separations, or qults, are termInation of employment
for:

other jobs, return to school, ill health, marrlage,

maternity, dissatistaction, retirement (except by pension
plan), unauthorized absences in excess of seven consecutive
days, and failure to report atter being hired.

Turnover, then

simply measures the ratio ot access10ns and separat10ns to the

-... -....... -.... _..,..... --- ..
10 Keeve Brodman, "Rates ot Absenteeism and Turnover in Personnel 1n Relation to Employee Work Att1tudes",
Ind. Med •• Chicago XIV, Deo. 1945, 955; W111ard A. Kerr,
""tabo~over and Its Correlates", Jour. E!.. AEpl'd. Psyc.,
Washington, XXXI, Aug. 1947, 366.
11 United States Department ot Labor, Turnover
Absenteeism, Washington, October, 1951, 2.

~
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total employment during the month.

Therefore, to compute the

separation rate, the number of separations durlng the month is
divided by the total number of workers on the payroll nearest
the fifteenth of the same month. 12

Again, if expressed in

per cent. this figure is mult1plied by 100.
SpeCial importance 1n the literature is attached to
voluntary changes (quits) of employment, since they involve
posit1ve action by the employee.

The decis10n of a worker to

continue with an organ1zation in spite of annoyances is
influenced, surely, by work attitudes.

An employee whose

att1tude is one of dissatisfaction with his duties, dislike
for the immediate supervisor, or resentment of the way he 1s
treated is more likely to quit his Job, or do such poor work
that he is discharged. 13
In the event the worker succeeds in having himself
dismissed, of course, the separation is carried as 1nvoluntary,
so that, while the quit rate 1S important, the discharge rate,
too, may reflect a definite reaction to personnel policy and
practice. 14

..... - ... _.... --- ..

_-_ ......

12 U.S. Dept. Labor, TUrnover and Absenteeism,
Wash., Oct. 1951, 4.
--13 Inst1tute ot Labor and Industr1al Relat1ons.
Univ. of Illinois, Workers on the Move, Bulletin, 1952, 12.

-------

14 Merchants and Manufacturers Assoc1ation, Survey
Analls18, Los Angeles, 3.
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When Kerr 15 first tried to tind the correlates ot
•

turnover, he discovered the only factors which correlated
significantly at the 5 per cent level were wages, monotony,
and promotions.

Later he listed the relationsh1p of some

forty variables with a specitic dimension of turnover which he
termed avoidable

separation~.

The results revealed

significant tendencies for departments highest in per cent ot
workers quitting the company for avoidable reasons to be those
departments which are:

high in per cent of females among the

hourly-paid workers, low in social prestige for the average
Job, high in Job monotony, and low in morale. 16
This study of Kerr'S also concurred with many
others, 17 when it revealed that young people and people under
!lclose" supervision quit more frequently.
That the tendency to turnover can be predicted in
an individual applicant for work by measuring likes and dislikes is certainly an indication of turnover's relation to Job
satisfaction.

For example, the Prudential Insurance Company

.... __ ..................... .
15 Kerr, "Labor Turnover and Its Correlates", J. ot
Appl'd. PSlC., XXXI, 366.
16

-Ibid.,

368
;

17 Brodman, "Rates ot Absenteeism" etc. Ind. Med.
XIV, 955; Robert D. Loken, "W'b7 They Quit", BuiIiies'SJranagement
Service, University ot IllinoiS, Champaign, 1949; Kerr, Koppelmeier and Sullivan, IIAbsenteeism, Turnover and Morale" etc.,
Occ. ~Slt" XXV, 52; Marguerite S. (Jadel, "Productivity and
~"1s ac ion of Full and Part-Time Female Employees",
Personnel Psychology, Baltimore, VI, Autlmlll, 1953.
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found that young high-school-girl graduates who place lesa

.

importance on company benefits and are proud of the firm they
work for usually stay on the Job. 18
Earlier, Wlder the subject of absenteeism, it has
been mentioned that 80 per cent of the production force at
the W. Company are women.

In the 11ght of some of the studles

referred to, it is interesting to observe that the age range
. of the case company women runs between eighteen and sixty.
While the mean age of the regular full-time workers is about
twenty-six years, this average drops to twenty during the
summer months when the company hires a flood of young high
school glrls.

The reader, therefore, should remember that

this restless group is reflected in the turnover figures of
the W. Company, and that the quit rate for return to school
and a variety of other "teenage" reasons is out of proportlon,
especially in the Fall of the year, which was the survey perl0
used for comparison with the metal fabricatlng

lndust~

in

the followlng table;

..-....

-~--

.... .. ..
-~

~

18 Joseph Tiffin and R. F. Phelan, nUse of Kuder
Preference Record to Predict Turnover in Industrlal Plants",
Pers. Pt{c., Baltimore, Sum. 1953, 195.; P. H. Kriedt and
Marguer e S. Gadal, "Prediction of Turnover Among Clerical
Workers", Jour. ~ Appl'd. Paye., Washington .. XXXVII .. Oct.
1953, 5.
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TABLE II
PER OENT OF LABOR TURNOVER

OC'l'OBER 1954

Types ot
SeparatIon

Metal FabrIcating
Industq

w.

Company

Quit

1.0

0.77

Discharge

0.3

0.0

Lay-Off

2.4

1.88

Miscellaneous

0.2

0.11

Total

3.9

2.76

The InformatIon in TABLE II tor the Metal Fabricating Industry was taken trom the February 1955 issue of
~

Monthly Labor Review, published by the Bureau ot Labor

Statistics.

The month ot October was the latest month for

which complete data bad been published.
At any rate, it should be expected, if the
antecedent studies have any valIdity at all, that at the W.
Company there are strong forces at work to swell the turnover
rate.

But as It happens, even under those circumstances,

it is much below the industry average.

As a matter of tact,

about 75 per cent of the workers at W. Company have been
there five years or more.

------------------..----.1...
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Productivity
The definition of productivit7 which best descr1bes
human efficiency is suggested by poffenbergeX'. 19

"Perfect

human efficiency 1s reached with the production of the
maximum output of the highest quality in the shortest time
with the least expenditure ot energy and with the maximum
satisfaction."

Some of the critical dimensions ot human

efficiency Virtually defy quantification. 20

Despite th1s,

a number ot studies have been concluded which have tried to
evaluate productivity in terms of output and some, more
recently, have been concerned with the other. perhaps more
important, aspect of employee efficiency,
resultant worker satisfactions. 21

!.~.,

input and the

These stUdies sussest that

production increments are due more to attitudes and feelings,
or morale, 22 rather than altered work conditions per ~ •
........... ............. _..

__

19 F. K. Berrien, Practical PSlCh010~ New York,
1947, 218, c1ting A. T. Poffenberger, Prine. or ptd. PSlC ••
New York, 1942, 364.
-20 Wesch1er, Kahane and Tannenbaum, "Job Satisfaction, Productivit7 and Morale: A Case Studyfl, 2££.. Psyc.
XXV, 1-14.
.
21 Nanoy C. Morse, Satisfaction in the White Collar
Job, Survey Res. Center, U. of Mich., Ann Arbor, 1~53; Nagle.
~roductivity, Employment Att1tudes and Supervisor Sensitivity," Pers. ~SlC., VII, 1954, 219-233; Hearnshaw, "Attitude to
Work". dec. slc.,XXVIII, 3.
22 Gadel, "Productivity and Satisfaction of Full
and Part-Time Female Employees," !!!!.. PSlc., VI, 53.
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The morale and, consequently, the effic1eQcy of
any modern 1ndustrial enterprise is in no small degree
determined by the incent1ves provided for superior
work. BaSically, men work for some reward. The
monetary. soc1a1 or 1ntr1nsic value placed upon that
reward is an ever-present considerat10n to all members
of an organization, from the general manager down to
the lowest supply boy or Janitor. What men want,
what they expect, and what they get in exchange for
their effOrts Qontribute might1ly to industrial peace
and d1scord. 2::s
This statement ep1tomizes the evidence found in

many sCientif1c 1nvest1gations 24 and reflects the hypotheSiS

ot this case study to a great extent.
It is the a1m of this particular portion of the
work to measure the various indices of morale, and, thereby,
indicate the morale level of the workers of the W. Company.
But while the concept of productivity has been
shown to be directly aSSOCiated with satisfaction on the Job,
it remains difficult to measure directly either or both.
EspeCially, 1t is d1fticu1t to measure human eftlciency exclusive of the machine with whlch the worker is ldent1fled.
In fact, due to the automatic nature of the machine, for the
most part, productivity can be measured only 1n terms of

.. __ .. __ .... -.. _..........
23 Berrien, Practical PSlchologz. 263.
24 Katz, and whatever tactlon he represents at the
U. ot Mich. Res. Center would take sharp issue wlth !frewardsll.
which, he contends, are compensatory and do not replace the
frustrations and deprivatlons of the Job 1tself. See Katz,
Morale ~ Motivatlon, Survey Res. Center U. ot Mich •• 4-5.
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~chine

output.

To the extent that the operator is·respon-

sible for the high output and high quality of the product
through the machine, only to that degree can operator
efficiency be calculated in this particular Situation.
In other words, at the W. Company machine "downtime"
does not affect the pay of the machine operator, because no
worker is on an incentive pay system.

Yet machine downtime

in the Production Department is negligible.
In conjunction with this, production efficiency
averages 88 per cent and nas never fallen below 81 per cent
for any month.

And it must be pointed out that these figures

are not figments, i.e., if a machine's stroke is timed at 300

--

per minute, 1,800 units is 100 per cent efficiency for that
machine and operator, with no allowance for fatigue, mechanical failure and other items used to secure net working time
in setting incentive rates and establishing production
efficiency for publication.
Accidents
Accident occurrences affect emplo7ee morale Just as
good morale reduces accidents in an industrial plant.

It has

been ascertained that 48 per cent of the accidents are due to
improper attitude. 25

Another study has indicated that those

------------ .........
25 Berr1en, Practical kilc., 297, cit1ng Aocident
Facts, Nat10nal Safety councIl, c cago, 19~1.

......
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•
most liked by their work associates had few accidents
compared

to those least liked. 26

Just sttch social factors have been

directly related to job satisfaction and morale. 27 But, to
date, "little has been said ot wages • • • benetlts • • • and
other things that relate morale to its obvlous ettect upon
the occurrence ot accldents". 28
Accldent frequency rates are used as a measure for
comparlson,

Accident frequency Is the average number of dis-

abled work injuria. for each ml1lion employee-hours worked.
The Bureau of Labor Statistics of the United States Department
of Labor published a bulletIn entitled "Work Injuries In the
UnIted States DurIng 1952" In which It shows the average
accIdent frequency rate for manufacturing as

l4,~

For the

same year In FabrIcated Metal Products the rate was 18.1 and
for the Tincans and other TInware category, the same measure
is 11.2.

For that perlod the W. Company rate was 6.01.

It

1s Interesting to observe, further, that medium-size plants

-_

....................- ..... ..
26 B. J. Speroft and Wlllard A. Kerr, "Steelm11
'Hotstrlp' Accidents and Interpersonal Desirabl1ity Values",
Jour, ot Clinlcal PS{Sh010if' Brandon, VIII, 1952, 89-91;
1r.""'J". !perotr, "Wa lietaic bl1l ty and Accldent Rate Among
Steelworkers", !!!:!.. Palc., Baltimore, Autumn, 1953, 3.
27

Bullock, Soclal Factors, 55.

28 H. W. Heinrlch, Industrial AccIdent Prevention,
1941, 126.
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usually have the highest rates. 29

-

Morale

~

At the beginning of this chapter, mention was made

ot a new technique for measuring employee morale.

This test

was successfully made by University of Michigan researchers in
195 2 in an attitude study ot employees of a large public
utility in Detroit, 30 and confirmation of its worth was
effected by another study published last Fall. 31
Brietly, the assumption is that in factory departmenta where supervisors are employee-centered, morale is high.
SO stereotyped, pos1tive statements, about the manner in
which "the boss rt supervises, are made and employee responses
indicate the morale level.
The test results shown in TABLE III were secured
brief, personal interviews with forty-one young women 1n the
production department of the case company_

The average age

was twenty-three years and the average time with the company
was 2.3 years.

The sample was small, designedly, because the

test had been pre-tested and found qUite valuable in any size

----- .. -- ..... _--_ ..
29 U. S. Department ot Labor, Bureau of Labor
Statistics, Bulletin No. 1164, "Work Injuries in the United
States Dur1ng 1952", 1.
30 Mann and Baumgartel, Absences and Emplolee
Attitudes, Ann Arbor, Dec. 1952.
--31 Johnson, "Relationsh1p of Employee Morale to
Ab11ity to Predict Responses", Jour. of Apptd. Psye., XXXIX,
320-323.
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sample by researchers mentioned above.
In the hope that they

w~u1d

•
not 1dentity him with

the company or their supervisors, the girls selected for the
sample were picked by sight as unfamiliar to this invest1gator.
The information received. it was explained, was
being used only for school work; that the company had no
1nterest in the answers and that the supervisors would not
learn of the responses from the interrogator.
The interview was short and informal.

The respond-

ents were asked their ages, how long they had been members of
the W. Company, and finally, whether or not they thought the
supervisor had (1) recommended them for a pay raise or transter, if sought; (2) kept them informed on what is happen1ng
1n the company; (3) told them how well they were doing; and
(4) listened to their oomp1aints.

Of the torty-one girls approached, only one was noncommittal or did not know, and her replies were considered
negative in computing the peroentage ot positive responses.
Another girl failed to complete the interview and her partial
replies were not inoluded in the results.
Results\ are shown 1n TABLE IlIon the following
pagei

lj·7

TABLE III

•

FORTY EMPLOYEE RESPONSES·TO STATEMENTS
ABOUT SUPERVISORY PRACTICES

-(1)

Statement About Supervisor

Per Cent Replying "Yes"

Recommends transter and
pay increases ..

87.5

wha t

Keeps you intormed about
is happening in the
company.

77 .. 5

(3)

Tells you how well you are
do1ng.

75.0

(4)

Listens to your complaints.

97.5

(2)

It 1s not intended to imply that the forego1ng
factors or indicators are all the indices ot employee
morale.

This group1ng is illustrative ot those which have

been found opera t.l.d.g in the case company. and. to be sure.
they are not complete.

CHAPTER V
SUMMARY AND CONCLUSION

•

This study has presented the superior financial
rewards and employee benefits which exist at the W. Company.
FUrther, it has demonstrated objective indices of happy, productive workers, such as. attendance, separation, accident
rate, productlon rate and, flnally, vla personal interview,
a rather modified morale survey has indlcated the high level
of job satisfaction as measured.
Now the facts are not questioned regarding high
morale and superior benefits, but does a causal relationshlp
exist?

Can it be concluded trom facts presented in this

investlgation that rewards in the torm of employee benefits
meet and resolve all the human problems arising trom the
industrial organizational structure?
No effort, ot course, was made to imply such an
all-encompassing relatlonshlp.

But an endeavor ls belng made here to indicate that
lnsofar as this company and these employees are concerned.
worker satlsfactlon has been achleved and the teamwork whlch
dlspels conflict in labor-management relations and ylelds
this klnd of production, attendance.

~.,

is obviously a

monument to the company's program, without reference to the
degree ot causal relatlonship.
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To bolster the contention of this company's manage•

ment that employee benefits are related to morale, the reader
has been referred to a number of sources.

Not the most recent

but foremost among these was the survey conducted by the
N.I.C.B. in 1947, a peak employment year, whioh indicated
that, to the worker, Job security was most important and
vacation and holiday practioes and employee benefits were
considered most frequently in the tour rankings below the
top. 1

On the reasonable assumption that increased produotion

will support increased wages and benefits, this oompany has
set out and proved that in their situation the converse is
also sound.
Is it not fair to conclude that here is a program,
nay, a philosophy, if the reader Will, that is effective?
Indeed, it is not alone the program but the humane thought
that produced the program which has achieved a happy, industrious and, as it happens, an efficient work force.
fore, it would

~ppear

There-

that the genuine attitude of management

toward his employees produces a responsive, similar attitude. 2
This would explain whJ some companies which have
instituted laVish benefit programs have, at the same time,

_.. -.... _--_ ... --_ ...
1

N.I.C.B., Inc., Factors Affecting Employee Morale

2 Nagle, "Productivity, Employment Attitude, and
Supervisor Sensitivity", !!!:!.. psyc., 225.
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fa1led to evoke a readiness to work among the1r emQloyeea.
Workers are sens1t1ve be1ngs. 3 .They sense 1ns1ncerity.

A

management which abolishes, for example, p1ece work and 1ncentive because 1t 1s detrimental to the worker can read11y
be different1ated trom an employer who halts piece work
because 1t hurts the quality of h1s product, regardless ot
the reason given.
To be sure, finano1al motivation is not the whole
&nswer regarding work. 4 Early researchers learned that
human efficiency is affected by many faotors besides the
monetary one,

Conspicuously, they mention working condi-

t10ns, 5 oommunications and innate capacity. which, ot course,
is. in turn, affected by the mechanical element 1n production.
But whether production 1s by machine or by hand, predominantly. worker cooperation is essential.

And so the early

.. ---..-.._...........-.....
3 Mayo, Social Problems, 125.

---

4 s. Wyatt, IfSome Personal Pactors 1n Industrial
Efficiency"" The ...............................
Hwnan Factor, London, VI, Jan. 1932, 1.
5 Ibid., 4. Wyatt cites the case of the wrapperss
wrapp1ng was regarded as neat and produot1ve, while unwrapp1ng
was a1mless and destructive. At the end of n1ne weeks,
improvement due to pract1ce was 53 per cent on wrapp1ng and
the decrease of production was 36 per cent in unwrapping. At
the end ot forty-f1ve weeks under an 1ncent1ve system, the
output on wrapp1ng was more than trebled" but there was no
1mprovement in unwrapp1ng.

-
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students ot industrial psychology learned what
gations 6 corroborated:

investi-

lat~

a Job ia normally dlsl1ked and the

efficiency ot the worker drops when the Job fails to
harmonize with the wants and needs of the worker.
The part played, then, by benefits such as frequent

rest per10ds is that they break boredom, to a 11m1ted extent,
and allow for free conversational opportunlty,

wh1ch~

In a

recent study, was found to have a marked sign1f1cance. 7
Serv1ce benef1ts, such as recreat10nal programs, dances,
d1nners, pion1cs and the like, certalnly afford an opportun1ty for the Ind1v1dual workers to coalesce into a soclal
group, trom Which, some 1ndustrial soc1010gists cla1m, 8 1s
had the only real bas1s for morale and good productivity_

Whether or not such fac111t1es as cafeter1a, credit
un1ons, medlcal, legal and many k1ndred servlces are more
benef1c1al to the company than to the employee 1s debatable,
but, regardless, they lead to genuine satIsfactIons on the
part of the employees.

Desp1te what Katz 9 says about the

-----.......................---

6 Morse, Sat1sfactions in the

~

Collar Job, 182

-

7 Kerr, Koppelme1er, and Sullivan, "Absentee1sm,
Turnover, and Morale in a Metals FabrIcat1ng Factory", Occ.
Psyc., XXV, 53.
8 Mayo, The Soc1al Problems, 10; V1teles,
Mot1vation
and Mora~
.;;.;,.;,..;;.;;..;.,;;;--,;;.;;;.;.

-

9

Katz, ...M...o....ra...l_e.... .!!!!! Motivat1on, 2.
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plant bowling alley not giving the same sort of sawisfactlon
to the assembly worker that he once derived from his craft
sk111s. no one can argue that some sat1sfact1on evolves,
albeit compensatory.
The point is clear at this time that tr1nge
benefits alone are not the complete solution to work incentives either, 10 but that they increase the satisfaction level
and are conducive to morale bUilding is unquestioned.

The

po1nt ot content1on among the authorities today seems to be
whether or not morale is related to productiVity.

11

Some

would like to ettect changes in the work process, reverting
the present organizational structure to the era ot hand
skills.
It one primary conclusion could be drawn from this
case study, it would be, in the opinion of this writer, that
management can resolve the labor-management conflict, which
each group independently regards as a pr1vate d11emma, by
means ot tapp1ng men' s w1l1 to work.

The W. Company d1d th1s

by showing a real respect for 1ndividual persons. sharing

--- ..... _---- ..... ... _.,
.-

10 Philip Cartwright, J. B. Gill1ngham, and
William HO~kins. "Health and Welfare Plans 1n Negotiated
Agreements " Personnel Journal, Swarthmore, Pa., XXXIII,
February, 1955, 329.

11 Kahn and Morse, "The Relation of Productivity
to Morale tI I Proc. S!!. Fourth !!!!!._ Mtg. Ind. Rel. Res. Assoc.,

1951, 72.
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responsibilities and pr1v1leges and, 1n the ma1n,

~1x1ng

a

l1ttle benevolence with a lot or-understand1ng r1ght from the
start~

so that management's motives were never under

suspicion.
By

the very nature or this case study, 1t has tried

to present actual practices which have been sucoessfUl in produc1ng harmony and teamwork at the W. Company, without explain
1ng completely why the pattern has worked.

POSSibly, the same

end oould be achieved. as advocated by others in other ways,

so this pattern should not be interpreted as being the sole
solution.

However, in this respect it might be regarded as a

kind ot recipe book, giving the ingredients and the manner of
mixing to create, at least in the tlkitchen" Where 1t was
examined. an i.deal organ1za tion.
Finally, the quest10n has been posed, do superior
worker benetits "sk1m the cream of the labor crop"?

On the

basis of this $udy, the author would have to reply in the
aff1rmative with this qual1f1cation:

a good deal depends on

the attitudes and personalit1es involved.
Alluring work rewards may very well attract the
best workers but these people will not behave at the maximum
work level, except under opt1mum cond1tions, and the

cond1~

tiona relate to the feelings which employees develop for
their company and their fellow workers.

'llherefore, it wO\!1.:!

not be correct to conclude that superior benefits, of them-
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selves, evoke Job satisfaction and increased

prod~ctivity.

For example, it has been established that while fringe
benefit payments are above average in large companies, 12
it is not correspondingly true that workers in large companies
are happier and more produc ti ve. 13
But benefits given in the spirit of cooperative
sharing, which allays distrust, and benefits which satiSfy
the security needs, both economic and SOCial, of the worker
have demonstrated, at least at the W. Company, that they do
"skim the cream" and retain it, too.
At last it should be mentioned that no intent
was made to negate or minimize the other aspects of the
Oompany's personnel functions which were not a part of this
study:

the artful appraisal program, which selects and

places workers, quite obviously plays a major role in job
satisfaction and attendant h1gh productivity.

The author

is cognizant, too, that no space was given to the known fact

.................. _...... _-12 U. S. Cham. of Com., Fripge Benefits 1953, 6.
13 Acton Soc. Trust, Size and Morale, as cited
in Economist CLXIX, 984.
--
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that working conditions influence morale, 14 and that
little,
•
perhaps too little, mention was

~de

of all-important

communications which, in no small measure, facilitate and
foster understanding.

counseling, needless to say, and

training programs at all levels, each have their role •

.....-....

~ ...

------,.,14 Tiffin, Industrial Psychology, 325.
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